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Timeline

2020

Kurt moves out of production 
team into an unofficial front-end 
oversight role

2015

Kurt starts at Gravity Works as a 
front-end developer

2009

Gravity Works is founded

2018

Kurt becomes the longest-
tenured front-end developer at 
Gravity Works

2021

Gravity Works is acquired by 
Michigan Farm Bureau; Kurt 
officially becomes Front-End 
Development Team Lead
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Alt
How your skills shift when becoming a manager

DeleGAte / Return
Letting go of tasks while letting others learn and grow

Ctrl
Focusing on systems over tasks and processes over “hero” work

Esc
Taking care of yourself, so you can take care of your team
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Alt

How your skills shift when 
becoming a manager 6



“Kurt strives to do his best.”
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What makes you a successful 
developer won’t necessarily 

make you a successful manager.
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Tangibles & Intangibles

As a developer...

You can visually tell if a bug is fixed


You get an immediate notification 
whether your deployment succeeded 
or had an error


Your tests clearly pass or fail


You can build a feature based on 
requirements and cross each part off a 
list as you complete it

Alt

As a manager...

You deliver feedback, but it takes a 
while to tell whether it had the 
intended effect


You set long-term strategies that may 
take months or years to play out


Your work has a gradual impact on the 
careers of your team members


Part of your job is relationship-
building, which is a to-do with no end 
date

9



Recommended reading
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Giving feedback Avoid ruinous empathy—being kind isn’t always the same as being nice!


Praise in public, criticize in private


Know when feedback will be well-received; use retros and other follow-ups to 
address feedback from emergency situations


Don’t wait to give feedback until an annual review!


Ensure clear communication and shared understanding when setting 
expectations; consider multimodal feedback


Celebrate the team’s wins too!


Continual relationship-building builds trust, and in turn, produces results
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Managing performance

W. Edwards Deming: 85% of issues are the 
results of systems; only 15% are from people


Not everyone wants to be a rockstar or a 
manager—and that’s OK! Find ways for them 
to succeed and grow that fit their wants and 
needs as well


Clear, continuous feedback is key, and set 
very clear expectations (what needs to 
change, by when, how you’ll gauge 
improvement)


Avoid ruinous empathy: you punish your high 
performers by not managing your low 
performers—have the tough conversations
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Getting feedback Feedback is a gift when you receive it too!


Build psychological safety by soliciting feedback regularly


Context is helpful, even when you disagree with someone’s feedback


Manage up and sideways (with other managers) when needed
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Team health indicators:

First Alert & Final Warning
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Hiring and building team culture

Build a team around sharing knowledge and 
learning from one another, rather than ego


When hiring, think about what candidates 
can add to the team, and how they meet 
your values, rather than only looking for 
culture fit


Involve your team in hiring processes—it’s 
their team too—and give them context on 
what you’re hoping to find in a candidate


Use conferences as a way to bring remote 
teammates together if a full-team event isn’t 
possible
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Delegate / Return

Letting go of tasks while letting 
others learn and grow 16



CliftonStrengths

RETURN 17



Delegation strategies

Don’t hand off a task to someone else and 
wash your hands of it


Communicate and give context about the 
reason the task is being given


Hand off tasks you’ve mastered and routine 
maintenance tasks as opportunities for 
others to learn


Avoid “reverse delegation,” where an 
unsolved problem comes back to you—use it 
as an opportunity for coaching


Protect your time for tasks that you are 
uniquely qualified to solve
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“...The best gift you can give your 
teammates is a messy, hard-to-
measure, unscoped project. This 
kind of project creates the 
biggest opportunity for someone 
to grow as a leader.”
— Lara Hogan, Resilient Management
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“You must try, then you must 
ask.”

— Matt Ringel
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Coaching: manager as multiplier

Tips:

Let your team member lead with what 
they’ve tried beforehand


Ask more questions than you give 
directions


Make sure the meeting ends with 
clear next steps


Make “better writers, not better 
writing”
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Different types of delegation

Mentoring Coaching Sponsoring
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Ctrl

Focusing on systems over tasks 
and processes over “hero” work 23



Things you can’t control

Outputs Emotions Opinions Fires
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Processes & systems
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Development task planning
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Eisenhower Matrix
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Maker vs. 
manager time

Be intentional about how you manage your time:

Block time for project work you need to complete yourself—but keep that as 
minimal as possible


Block time for professional development, in order to protect it


Document routine processes and tasks that can be delegated; share 
information multimodally as much as possible 


Hold 1:1s and other recurring check-ins; respect team’s time and needs by 
rescheduling instead of canceling where possible


Leave slack in your schedule for unplanned team needs
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Esc

Taking care of yourself, so you can 
take care of your team 29



Consulting work is like

drinking from a firehose.
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“Leaders Eat Last, but 
starving leaders don’t make 
great decisions.”
— Bree Benesh
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01 Understand the role change

02 Learn to delegate and trust your team

03 Build systems for oversight, without micromanagement

04 Sustain yourself, then support your team
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End

Thank you!

Kurt Trowbridge

GravityWorksDesign.com
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